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identifying information to preserve confidentiality.
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How to use this book

This is not a book about collecting a CFO title. It is a book about developing the judgment, operating fluency,
relationships and evidence that make a hotel finance leader more useful at the next level.

Read in sequence if you are moving from accounting or control work into broader responsibility. Start with
Chapters 1-4 to understand the role, assess your readiness and learn the hotel behind the numbers. Then
use the later parts to deepen your decision capability in growth, cost, cash, capital, technology, governance,
people and executive communication.

Use the reader labs, self-checks and Monday actions against a real work situation. The point is not to finish
the book quickly; it is to create evidence that you can make stronger decisions, build capability in others and
improve the quality of management action.

The Consolidated CFO Readiness Toolkit is the book’s primary companion. Use it selectively: choose the tool
connected to the decision or development gap in front of you. It is designed to work as a printable or
editable workbook, with the same core tools transferable to a digital assessment so the book, toolkit and
readiness process remain aligned.
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Author’s note

Hotel finance becomes more valuable when it helps the business make a better decision before the result
appears in the P&L. That requires a finance leader to understand the operation, test commercial
assumptions, protect cash and capital, develop people and communicate a recommendation with clarity.

The ideas in this book are drawn from a career across hotel operations, multi-property transformation and
owner-side finance. The cases are used to make the learning practical, but the purpose is not to reproduce
one career. It is to help readers build their own evidence of readiness, one decision and one assignment at a
time.

About the author

Manish Gupta, CA, is a hospitality finance leader and Chartered Accountant with more than two decades of
progressive hospitality experience. His work has included hotel operations, multi-property transformation,
planning, ERP implementation, commercial decision support, crisis leadership, owner-side finance and
development.

His experience includes senior roles with hotel owner and operating businesses, including Group CFO
responsibilities across hospitality and mixed-use assets, CFO leadership of a multi-property hotel group, and
hotel finance and operations assignments with Shangri-La Hotels and Resorts in Thailand, Myanmar, the
Philippines and Indonesia.
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PART I

Making the Transition

From technical excellence to evidence of enterprise readiness

The move from accounting manager or financial controller to finance leader does not begin with a new title.
It begins when the purpose of finance expands: from producing reliable information to improving the quality
of enterprise decisions.

This part establishes that foundation. It asks what changes in the role, what evidence demonstrates
readiness, and how a finance professional can deliberately build the experience that future leadership
opportunities will require.

In this part, you will learn to:

¢ Distinguish the contribution expected from an accounting manager, financial controller and CFO.
e Assess readiness through demonstrated capability, not title, confidence or length of service alone.
¢ |dentify the experiences that develop judgment, influence and enterprise perspective.

¢ Build a deliberate development path around decision ownership and meaningful assignments.

By the end of this part

By the end of this part, you should have a clearer definition of the leader you are becoming, a more honest
view of the evidence you already hold, and a practical way to create the experience you still need.
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CHAPTER 1

The CFO Role Is Not the Next Accounting
Job

From Technical Excellence to Enterprise Leadership

This chapter establishes the identity shift from technical finance leadership to enterprise leadership. It
explains why accounting integrity remains indispensable, but why CFO readiness is ultimately tested by
judgment, decision support, influence, operating fluency and the ability to build an organisation that
does not depend on the CFO’s personal execution.

EXECUTIVE TAKEAWAY

The CFO role is not accounting performed at a higher level. Accuracy and control remain the
platform, but the contribution changes: the CFO must help the organisation make better
decisions, allocate resources, manage uncertainty, protect cash and risk, and build capability.
The transition starts before the title changes.

What this chapter will help you do

Distinguish the value expected from an accounting manager, financial controller and CFO.

Use the Five CFO Transitions to identify where your current behaviour is still controller-led.

Turn reports and variances into recommendations, alternatives, owners and review dates.

Build influence with operating leaders without weakening financial independence.

Reduce dependence on your own execution by developing people, process ownership and succession.

BOUNDARY NOTE

This chapter defines the role transition. Chapter 2 builds the detailed CFO competency map and
evidence scale. Later chapters develop the commercial, operational, capital, governance, technology,
people and executive-communication capabilities in depth.

Beyond the title

Many finance professionals assume that becoming a CFO is the natural next step after becoming a
strong financial controller, finance manager or director of finance. The logic appears reasonable: learn
accounting, master closing, produce reliable reports, manage audits and statutory obligations, lead a
team, and progress into the CFO role.

That career path is possible, but the assumption behind it is incomplete. The CFO role is not simply a
larger accounting job. It is not the same work performed at a higher level, across more properties, with
a bigger team and a more senior title.
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A capable accounting manager may be judged by whether the accounts are accurate and completed on
time. A financial controller may be judged by the quality of reporting, controls, forecasts and
compliance. A CFO is judged by something broader.

THE QUESTION THAT CHANGES THE ROLE

Does the organisation make better decisions because the CFO is present?

Financial discipline remains fundamental. A CFO who cannot protect the integrity of the numbers is not
credible. But at CFO level, accuracy becomes the foundation rather than the final product. The numbers
must help the business grow profitably, allocate capital, improve productivity, manage risk, strengthen
cash flow, evaluate investments, navigate uncertainty and protect long-term enterprise value.

That requires technical competence plus judgment, influence, operational understanding and
leadership. The transition begins long before the title changes.

From my experience: earning acceptance in Bangkok

When I joined a hotel in Bangkok as an accounting manager, the initial acceptance from the team was
limited. I was new to the property and to the people. They already had established relationships,
routines and preferred ways of working. A new manager could easily have responded by asserting
authority or changing processes immediately.

Instead, I started by observing where the team was struggling. A significant amount of time was being
consumed by repetitive Excel work. I had stronger Excel and automation skills, so I helped the team
build macros and simpler templates. These were not large transformation programmes. They were
practical improvements that made everyday work easier.

The team gradually saw me differently. I was not only the new manager asking for tasks to be
completed; I could remove friction from their work. That practical usefulness created trust.

As those relationships improved, I became more involved with operating department heads: the chef,
food and beverage leadership, rooms, housekeeping and others. When finance needed information or
cooperation, I increasingly became the person who could speak with the relevant department head
and obtain support.

The bigger learning came during my first complete hotel budget. I did not yet understand every
department well enough to prepare it independently. Rather than treating budgeting as a finance
collection exercise, I sat with department heads and asked them to explain how their businesses
worked: how rooms demand was forecast, how F&B volumes were planned, how staffing was
determined, how promotions affected revenue and cost, how maintenance needs were estimated, and
which operating assumptions actually drove the numbers.

Those discussions taught me more than the spreadsheet could. I was learning from operations while
helping managers translate their plans into financial assumptions. The macros built credibility with the
finance team; the budget process built credibility with operations. Neither lesson was really about
accounting alone.

FIELD LESSON

Finance professionals grow faster when they help other people succeed and remain willing to learn
from the business.
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1. The accounting role and the CFO role are connected - but different

The future CFO still needs a strong accounting foundation. Weak reconciliations, delayed closing,
inconsistent classifications and unreliable reporting destroy management trust. Technical weakness
therefore cannot be compensated for by charisma, presentation skill or commercial language.

The difference is not that the CFO stops caring about accounting. The difference is that the CFO
connects accounting information to enterprise choices.

Figure 1.1 — How the Finance Leader’s Value Changes

From technical control to enterprise decision value.

ol
AN
= . il

Accounting Manager Financial Controller

Typical question: Typical question: Typical question:
“Can we trust the “Why did “What should the
transaction?” performance move?” enterprise do now?”
Value created: Value created: Value created:
Reliable financial records Trusted performance visibility Better decisions and
stronger value

. "y o J J

{ Accuracy remains. The value contribution expands.

An accounting manager may ask whether the transaction was posted correctly. A controller may ask
why the department exceeded budget and whether the forecast remains reliable. The CFO must also
ask whether the business model is producing an adequate return, whether capital is being allocated to
the right assets, which customers and channels create the best quality of revenue, what operational
constraint is preventing growth, how much risk the business can accept, and what decision the CEO or
board needs to make now.

CFO LENS The difference is not producing more numbers. It is using reliable numbers to improve the direction and
quality of decisions.

2. The Five CFO Transitions

The shift from finance manager to CFO can be understood through five transitions. They are not job
titles or stages that are completed once. They are behavioural shifts that a finance leader must practise
repeatedly.
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Figure 1.2 — The Five CFO Transitions

FROM (EARLIER CENTRE OF GRAVITY) TRANSITION TO (LATER CENTRE OF GRAVITY)

o Accuracy # 515 Judgment

Can | recommend a course of action under uncertainty?

o Reporting — .o'g; Decision Support

Does my analysis lead to action, ownership, and timing?

o a Control -ﬁ “': Influence

Am | invited before the decision is effectively made?

[ ]
O 5. Finance Leadership - ﬂﬁﬂ Enterprise Leadership

Can | explain how the whole enterprise creates value?

o 8 Personal Execution = : ...{ Organisational

Capability

Can the organisation perform without my constant intervention?

Stewardship remains the platform. The contribution expands.

Transition 1: From accuracy to judgment

Accounting seeks evidence, correct classification, complete documentation and reconciled balances.
Executive decisions often have to be made before all uncertainty disappears. Demand, competitor
actions, financing conditions, employee behaviour, customer preferences and economic disruption
cannot always be known with precision.

The CFO therefore needs disciplined judgment. That does not mean guessing. It means making the
uncertainty visible and still forming a recommendation.

DECISION LANGUAGE

"Based on the available information, this is the best course of action. These are the assumptions, these
are the risks, and these are the indicators that would cause us to change direction."

A finance manager may wait for every number to be confirmed. A CFO must know when waiting itself
has become a decision with a cost.

Transition 2: From reporting to decision support

A report explains what happened. Decision support explains why it happened, whether it matters, what
management can control, which alternatives exist and what should happen next.

Consider payroll running 8 percent above budget. The percentage is a signal, not a conclusion. Finance
should test whether occupancy was above plan, vacancies were filled, overtime increased, temporary
labour replaced permanent labour, productivity changed, scheduling was weak, or service quality was
deliberately protected during a peak period.
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THE USEFUL OUTPUT

The useful output is not merely the variance. The useful output is the decision.

A decision-ready response names the driver, separates temporary from structural movement, identifies
the controllable action, assigns ownership and states when the effect should become visible.

Transition 3: From control to influence

Accounting authority is often formal: policies, approval limits, audits, reconciliations and deadlines. CFO
influence is broader and frequently informal. The CFO must work across general managers,
commercial teams, procurement, engineering, HR, owners, lenders, operating partners and boards.

A finance leader who is known only for rejecting requests will gradually be involved later in the decision
cycle. By that stage, the commercial or operating choice may already be emotionally, politically or
contractually committed.

Influence is not created by agreeing with everyone. It is created by being useful, credible, consistent
and willing to propose workable alternatives. The goal is to be invited into the decision before finance
becomes the approval gate.

Transition 4: From finance leadership to enterprise leadership

A finance manager leads finance. A CFO helps lead the enterprise. That requires enough operating
fluency to understand how customer experience, brand positioning, sales, revenue management,
workforce capability, technology, asset condition and organisational culture translate into revenue,
cost, cash, risk and long-term value.

Hospitality makes this especially visible. A hotel is not managed from the general ledger. It is managed
through thousands of operating decisions: which demand to accept, how many employees to schedule,
which menu items to promote, when to renovate, what inventory to hold, how to use utilities, how to
recover a service failure and where to invest capital.

The CFO does not need to perform every operating role. The CFO does need to understand the
economics behind those decisions.

Transition 5: From personal execution to organisational capability

Many finance professionals advance because they are reliable. They can close the accounts, build the
model, fix the reconciliation, answer the auditor and correct the team'’s errors. Those strengths create
early career success, but they can become a constraint if the organisation remains dependent on the
manager's personal effort.

COMMON TRAP - THE FINANCE MANAGER TRAP

Becoming indispensable in the wrong way: knowing every spreadsheet, correcting every report,
solving every closing issue and answering every question personally. The organisation may praise the
commitment, while senior leaders see an underdeveloped team, un-institutionalised processes and a
manager who cannot yet move to enterprise-level work.

At senior level the question changes from "Can you do the work?" to "Can you build an organisation
that consistently delivers the work without depending on you?" This is not withdrawal from detail. It is
disciplined delegation with clear standards, accountability and escalation.
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From my experience: delegating MIS and elevating the CFO role

In my latest owner-side assignment, I inherited an environment where recurring management
information depended heavily on the CFO's personal preparation. The issue was not that the reports
were unimportant; the issue was that routine reporting consumed senior capacity that should also
have been available for general managers, hotel finance leaders, investment and development
decisions.

I trained the team, clarified responsibility and explicitly transferred ownership of recurring MIS
preparation. I retained accountability for the quality, interpretation and decisions arising from the
information, but the team became responsible for producing the recurring output.

That distinction matters. Delegation is not handing off accountability. It is moving repeatable execution
to the right organisational level so that the CFO can spend more time where senior judgment is actually
required.

LEADERSHIP TEST

Being indispensable because of leadership capability is valuable. Being indispensable because no one
else has been trained is a weakness.

3. CFO leadership begins before the CFO title

Finance professionals do not become business partners automatically when they are promoted. The
habits have to be developed in earlier roles.

Current role CFO behaviour to practise now Evidence to build
Accounting manager Understand why reports are required; simplify One example where accounting
inefficient processes; speak with operating work improved an operating

departments; present solutions, not only problems.  decision or removed friction.

Chief accountant / Develop assistants; transfer process ownership; One process that continued reliably
assistant controller connect closing issues to departmental profitability  after ownership was delegated.
and management action.

Financial controller Join revenue and operating discussions; challenge One cross-functional decision
assumptions; evaluate capex; improve forecasts; influenced before approval.
work with the GM on priorities.

Director / head of Take an enterprise view; build succession; support One recommendation that
finance strategy and capital choices; communicate at owner  balanced financial, operational,
or board level. cash and risk consequences.

Table 1.2 - The title may arrive later. The behaviour must begin first.

4. What the CFO must balance

The CFO role contains several responsibilities at the same time. Rather than treating them as separate
identities, it is more useful to see them as four demands the business may place on finance.
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Responsibility CFO contribution Typical questions
Protect integrity Financial integrity, controls, compliance, Can the numbers be trusted? Are assets
governance, assets and stakeholder trust. and obligations protected?
Shape direction Growth choices, markets, customers, capital Where should we grow? Which option
allocation, investments and risk appetite. creates the strongest risk-adjusted value?
Improve Planning, forecasting, procurement, working What is preventing performance, and what
performance capital, productivity, systems and operating change will improve it?
processes.
Build change Systems, accountability, talent, restructuring Can the organisation execute the next
capability and strategic initiatives. stage without creating new fragility?

The balance changes with the business. A company in crisis may need stronger stewardship and
operating discipline. A growing company may require more capital allocation and organisational
development. A family-owned group preparing for outside investment may need governance and
professionalisation. A mature hotel platform may need stronger commercial analytics, technology and
productivity.

CFO QUESTION Which contribution does the business need most from finance at this stage - and am I still
spending my time where I am most comfortable instead?

5. Business partnering is not being agreeable

The term business partner is sometimes misunderstood. It does not mean agreeing with operations,
weakening controls, approving every commercial request or avoiding difficult conversations.

A strong finance partner may challenge a proposal firmly. The difference is that the challenge is
grounded in the business objective and accompanied by alternatives.

WEAK VERSUS STRONGER CHALLENGE

Weak: "Finance cannot approve this because it is over budget."

Stronger: "This proposal exceeds the current budget by US$100,000. The more important question is
whether the investment produces an adequate return. We have analysed three alternatives. Option B
requires less capital, protects the guest proposition and has the strongest payback. That is the option I
recommend."

Operations may request more employees because service scores are declining. Finance should not
immediately convert the request into an approval or rejection. The decision should first test the cause:
insufficient staffing, poor scheduling, process inefficiency, a shift-specific bottleneck, inadequate skills,
or some other constraint. Then finance can assess the guest and revenue risk, the available alternatives
and the expected financial consequence.

BUSINESS-PARTNERING RULE

Understand the objective before evaluating the proposed solution.
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6. Why hospitality finance requires operating fluency

Hospitality is produced and consumed in real time. An unsold room cannot be stored for next month.
An empty restaurant seat tonight cannot be added to tomorrow'’s capacity. Service quality depends on
people, timing and execution, while demand can change by season, weekday, segment, channel,
destination, event calendar, weather and economic conditions.

The CFO therefore needs to understand the operating drivers beneath the P&L. A higher food-cost
percentage could reflect ingredient inflation, portion size, waste, recipe costing, sales mix,
complimentary offerings, theft or a deliberate quality decision. The number alone does not identify the
cause. The same is true for labour, utilities, distribution cost, maintenance, guest supplies and
marketing.

Curiosity about operations is not interference. It is the process of understanding how value is created
before finance tries to change it.

7. Relationships are a financial capability

Relationship-building is often classified as a soft skill. In finance leadership, it has direct economic
consequences because relationships affect the quality, timing and honesty of information.

When operating leaders trust finance When operating leaders distrust finance

* Problems are disclosed earlier. * Forecasts become defensive.

* Assumptions are more realistic. * Information may be delayed.

* Finance is involved before commitments are made. * Operational problems may be hidden.
« Commercial questions are brought forward for * Finance is consulted after the decision.
support.

* Constructive challenge is more likely to be accepted.  + Control is experienced mainly as obstruction.

The CFO does not need to be socially close to every stakeholder. Professional trust is enough. It is built
through competence, consistency, confidentiality, respect, reliability and balanced judgment.

My Bangkok experience taught me that helping employees automate work and learning from
department heads were not separate activities. Both communicated respect for other people’s work,
and that trust later made financial collaboration easier.

8. What prevents strong finance professionals from becoming CFOs?

Technical strength can coexist with behaviours that limit progression. The most common warning signs
are not failures of intelligence; they are failures to broaden the contribution.

Limiting pattern What it looks like in practice

Waiting for permission Assuming someone will eventually invite finance into revenue, strategy or
investment discussions.
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What it looks like in practice

Speaking only in finance
language

Reporting problems without
alternatives

Protecting the function instead of
the enterprise

Avoiding commercial uncertainty
Remaining personally involved in
everything

Confusing control with leadership
Not understanding customers

Underestimating communication

Explaining account codes, variances and policy without translating the business
consequence.

Diagnosing the issue but leaving senior management to invent the response.
Optimising finance processes while ignoring the burden or value consequence
for operations.

Waiting for complete information when the business decision window will close
first.

Keeping ownership of recurring work instead of developing successors and
complete process owners.

Treating approval authority as the primary source of influence.

Knowing expenses in detail but not why the customer chooses, pays or leaves.

Assuming good analysis will automatically create action.

9. A practical development plan in your current role

You do not need to wait for promotion to start changing how the organisation experiences finance.

Select one action in each transition and create visible evidence.

Prepare one recommendation
separating facts, assumptions,

Transition Action now
Accuracy ->
judgment

options and risks.
Reporting ->

decision support

Control -> influence

Upgrade one recurring report with
driver, action, owner and expected
timing.

Join one commercial or operating
discussion before the decision is
final.

Finance -> Spend structured time with one
enterprise operating leader and map how the
department creates value.
Execution -> Transfer complete ownership of one
capability recurring process to another

employee.

Evidence produced

One-page recommendation.

Variance-to-action row.

Stakeholder note / decision

log.

Department learning note.

Delegation and review record.
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Did I make a clear decision
recommendation?

Did the report change what
management did?

Was finance involved early
enough to improve the
choice?

Can I explain the economics

in operating language?

Can the process run without
my constant intervention?
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What I would do differently

Looking back at my early budgeting experience, I learned the business by speaking with every
department head because I had no other choice. I did not yet know enough to prepare the budget
independently.

Today, I would make that operating-learning process more deliberate. I would not wait for the annual
budget. I would establish a regular schedule to understand department workflows, customer
behaviour, staffing patterns, service bottlenecks and commercial decisions. I would also document the
operating drivers systematically so that the knowledge became part of the finance team’s capability
rather than remaining personal knowledge.

LESSON

Finance should not learn the business only when a forecast or budget is due. Operational learning
should be continuous.

Reader lab: one operating conversation

During the next seven days, meet one operating leader. Do not begin by challenging the person. Listen
first and use the conversation to understand how the department experiences both the business and
the finance function.

1. What is the most important performance problem in your department?
2. What do you believe is causing it?

3. What information would help you make a better decision?

4. Which finance process currently makes your work more difficult?

5. What is one way finance could support you more effectively?

After the meeting, write one sentence describing the business problem in the operating leader’s
language and one sentence describing the financial consequence. If those two sentences are materially
different, keep learning before prescribing the answer.

Build your evidence: the CFO transition case

Future CFO interviews require evidence, not only claims that you are strategic or commercial. Build a
written case that demonstrates where you moved beyond the minimum accounting requirement.

Evidence field What to record

Situation What business issue existed?

Your formal role What were you officially responsible for?

Broader contribution What did you do beyond the minimum requirement of the role?
Stakeholders Who did you need to understand, influence or challenge?

Action What did you change, recommend or implement?
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Evidence field What to record

Result What measurable or observable improvement occurred?

Lesson What did the experience teach you about CFO leadership?

The example does not need to be a major restructuring. A small automation, a better process, a
commercial recommendation, a difficult cross-functional conversation or a successful delegation can
demonstrate the beginning of the transition.

CFO transition self-check

Rate each statement from 1 to 5. A score below 3 is a development priority; a score of 4 or 5 should be
supported by a real example, not only confidence.

Readiness statement Score 1-5 Evidence / next

action

1. I can make a disciplined recommendation when information is incomplete.
2. My recurring reports lead to actions, owners and review dates.

3. Operating leaders involve me before important decisions are effectively final.
4.1 can explain how the whole business creates value beyond the P&L.

5. My team can own important recurring processes without depending on my
constant intervention.

Monday actions

Use this action card to convert the chapter from a career idea into observable behaviour.

Action What to do Evidence / owner Due / status

1. Stop Identify one recurring activity that absorbs your time but Your own Stop list This week
should not require your personal execution.

2. Delegate Transfer complete ownership of one repeatable finance Named team member + Within 30 days
process with quality standard, escalation rule and review process note
point.

3. Start Join one operating or commercial conversation before the  Decision / meeting log This week

decision is made.

4. Learn Meet one department head and map the first operating Department learning note This week
driver behind one important KPI or cost line.

5. Prepare one one-page recommendation with facts, Manager / GM review Within 14 days
Recommend assumptions, options, risks and proposed decision.
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Action What to do Evidence / owner Due / status

6. Evidence Write one CFO-transition case using the Situation-to- Career evidence file Within 14 days
Lesson structure.

Chapter takeaway

The journey beyond accounting does not require abandoning accounting. It requires building on it.
Reliable numbers create credibility. Operating understanding creates relevance. Judgment creates
direction. Relationships create influence. Organisational capability creates scale.

The CFO role begins when finance stops being only the function that records business decisions and

becomes a function that helps improve them. That transition can begin in any finance role.

THE LINE TO CARRY FORWARD

Do not ask only, "Are the numbers correct?" Ask, "What decision should the business make because of
what the numbers are telling us?"

Next: Chapter 2 - The Hospitality CFO Competency Map

Chapter 1 defined the behaviour shift. Chapter 2 turns that shift into a visible readiness system across
financial stewardship, commercial judgment, operational fluency, planning, capital, technology,
governance, people leadership, executive communication and strategy. The objective is to move from a
general ambition to become CFO to an evidence-backed development map.
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CHAPTER 2

The Hospitality CFO Competency Map
What Makes Someone CFO-Ready?

This chapter converts the idea of CFO readiness into a visible competency system. It is designed to help
finance professionals assess not only what they know, but what they have actually executed, led and
influenced across the enterprise.

EXECUTIVE TAKEAWAY

CFO readiness is not proved by title, years of service, systems exposure or confidence alone. It is
built through a portfolio of evidence across ten connected competencies. The question is not
whether you have touched each area. The question is what you can now lead, what decisions
you can influence, and where the evidence still has gaps.

What this chapter will help you do

Assess CFO readiness across ten connected competency areas rather than through job title alone.

Use a five-level scale from awareness to strategic influence without confusing confidence with
evidence.

Separate exposure, execution, leadership and judgment when describing your experience.

Identify which of your experiences genuinely demonstrate CFO-level capability and which remain
developmental.

Create a focused readiness plan that points directly into the experience-building work of Chapter 3.
BOUNDARY NOTE

Chapter 2 is the map, not the full course in each competency. Later chapters develop commercial
judgment, operational fluency, planning, capital, technology, governance, people leadership,
communication and strategy in depth. The purpose here is to define the readiness standard and the
evidence needed to support it. Current-assignment examples are intentionally described without
identifying geography, counterparties or commercially sensitive amounts.

Titles tell part of the story

When people think about becoming a CFO, they often look first at titles. They ask whether they have
already become a financial controller, worked as a director of finance, managed a large team, handled
audits, prepared budgets, worked in a five-star hotel or gained international experience.

Those questions matter, but they do not answer the readiness question. A title tells us what position a
person has held. It does not tell us which decisions they influenced, how they handled pressure,
whether they understood the business, whether they could lead beyond finance, whether they
developed successors, whether they protected the company during a crisis, or whether senior
management trusted their judgment.
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I have met technically strong finance professionals who were not yet ready for a CFO role. I have also
met people with relatively modest titles who were already thinking and behaving at a much higher
level. The difference was rarely one qualification, one system or one promotion.

THE READINESS QUESTION

What decisions are you now capable of leading - and what evidence proves it?

From my experience: readiness came from a portfolio, not a straight line

Looking back, it is easy to create a neat story in which every assignment appears to have been
deliberately selected for the next one. The reality was less organised. Sometimes an opportunity
appeared. Sometimes key people resigned. Sometimes a political or business crisis changed the entire
role. Sometimes I was asked to solve a problem I had never handled before.

The learning came from stepping into those situations. Bangkok taught me credibility and operational
learning. Chiang Mai taught me two different dimensions of leadership: how to build capability when
the finance team was thin, and how to develop commercial judgment through close work with the GM.
Myanmar expanded the role into multi-property transformation, systems, cost restructuring, crisis and
business-model adaptation. My latest assignment added the owner perspective, operator governance,
development planning, capital allocation and protection of owner value.

_Figure 2.1 — Building CFO Readiness Through Experience

Different assignments developed different parts of the CFO role.

e - 0 - 0 - O

Bangkok Chiang Mai Myanmar Latest assignment
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support thin
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= Managed crisis,

# Learned directly from + Warked closely with the restructuring and + Strengthened
aperations during GMan channel, business-madel capital-allocation and
budgeting occupancy and rate adaptation owner-value

decisions perspective

No single role teaches everything.
CFO readiness emerges from a portfolio of experiences.

The walue liec in the breadth of decizions and evidence - not in geographic movement.

Figure 2.1 - Different assignments developed different parts of the CFO role. The value lies in the combined experience
portfolio, not geographic movement itself.
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